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Editor’s Notes
Corporate Rules Evolve From The Military

Circa 400 B.C., Sun Wu, an early
Chinese military expert, reputedly
authored a remarkable book, Ping-fa,
otherwise known as The Art of War.
Sometimes called Sun-tzu for “Master
Sun,” he deals analytically with the
subject of war. His essays form the
earliest known treatises on war and
are so astute, systematic, and sophis
ticated that they have never been sur
passed in comprehensiveness and in
depth of understanding. Well-known in
the military academies and in cor
porate headquarters, his writings
apply equally well to modern warfare.

Military Influence
Since women have been largely ex
cluded from the military, women lack
this particular experience and knowl
edge. Margaret Hennig and Anne
Jardim point out in their book, The
Managerial Woman, that men and cor
porations play by a set of rules
fashioned after the military.
In 1985 or earlier, General Motors
chairman, Roger B. Smith, hired a
strategic planner who got his ideas
from Sun Tzu’s book to critique its
cars and its marketing programs
(WSJ, March 14, 1985, p. 1).
Executive recruiters are very much
interested in hiring military officers
with five to ten years of experience.
Corporations who have hired these
young men “primed to succeed in
business” include Proctor and Gam
ble, Texas Instruments, Ford Motor
Co., Honeywell Inc., Corning Glass
Works, Johnson and Johnson and
United Technologies Corporation to
name only a few. Most military men
are well-prepared for business. They
have learned “to go along;” they are
very mature; they have learned to
work in close quarters; and they de
pend on the people around them.
They especially think in terms of
military tactics and strategy when
engaging in corporate planning (WSJ,
April 9, 1985, p. 31).

William E. Peacock, assistant secre
tary of the Army under Jimmy Carter,
has authored a book, Corporate Com
bat, which extols the basic principles
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of war and how they are used by
business. Peacock illustrates how to
day’s corporate executives, with or
without military training, put these con
cepts into action. He uses the
acronym MOOSEMUSS to stand for
mass (strength against weakness),
objective, offense, simplicity, economy
of force, maneuver or strategy, unity
of command, surprise and security.

Sun Tzu’s Principles
What does Sun Tzu say that is so
applicable to corporate America to
day? And how do his principles relate
to modern business operations?
The first principle, that war is a
matter of vital importance to the
State...the road to survival or ruin, can
be reworded to read that profitability
and solvency are matters of vital im
portance to business...the road to sur
vival or ruin.
The second principle appraises war
in terms of five fundamental factors:
morality of the government, the
weather, the terrain, command and
doctrine. Moral influence is that which
causes people to be in harmony with
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their leaders and willing to serve them.
Weather is the effects of winter’s cold
and summer’s heat. Terrain is the
distance to be covered, whether with
ease or difficulty, whether open or
constricted. Command is the five vir
tues a general should hold: humanity,
wisdom, sincerity, courage and strict
ness. Without courage, a general can
not conquer doubts or create great
plans. Doctrine is organization, control
and assignment of rank to officers.
Changing the words “government” to
“business” and “general” to “CEO”
makes this principle equally applicable
to the business environment.
Sun Tzu’s third principle states that
all warfare is based on “deception.”
Offer the enemy bait to lure him and
feign disorder. Where he is strong,
avoid him. Where he is united, divide
him. Attack where he is unprepared;
sally out where he does not expect
you. American Greetings exemplified
deception when they brought out the
Strawberry Shortcake doll which then
enabled them to feature the dolls on
their greeting cards and thus pene
trate Hallmark’s market.
Victory is the main object in war—
not prolonged actions—so states the
fourth principle. If victory is long
delayed, morale becomes depressed,
troops become exhausted, the trea
sury becomes spent, and neighboring
rulers will take advantage of your
distress. This principle can be equated
with the speed and offensive strategy
needed to deliver a new product or
service to the marketplace, the cost in
volved, and the morale of the
employees.
Five, a good general must be able
to put his plans into action. And, so
must the corporate executive have the
authority and capacity to act, the abili
ty to lead, and the willingness of the
rank and file to follow.
Subdue the enemy without fighting
states the sixth principle. Do the unex
pected; pursue the indirect approach.
Competitors were taken by surprise
when Ford Motor Co., under Lee
lacocca, introduced the sporty
Mustang in 1964.
Seven, supreme excellence is to at
tack the enemy’s plans, to disrupt his
alliances, to attack his army, and last
of all to attack his cities. The best
policy is to take a state intact; to ruin
it is inferior. The constant competition
MORE ON PAGE 37.

Corporate Rules from page 3.

TABLE 2
Items on the Masculinity, Femininity, and
Neutral Scales of the BSRI
Masculine Items
Acts as leader
Aggressive
Ambitious
Analytical
Assertive
Athletic
Competitive
Defends own beliefs
Dominant
Forceful
Has leadership
abilities
Independent
Individualistic
Makes decisions
easily
Masculine
Self-reliant
Self-sufficient
Strong personality
Willing to take a stand
Willing to take risks

Feminine Items
Affectionate
Cheerful
Childlike
Compassionate
Does not use harsh
language
Eager to soothe
hurt feelings
Feminine
Flatterable
Gentle
Gullible
Loves children
Sensitive to the
needs of others
Shy
Soft spoken
Sympathetic
Tender
Understanding
Warm
Yielding

Neutral Items
Adaptable
Conceited
Conscientious
Conventional
Friendly
Happy
Helpful
Inefficient
Jealous
Likeable
Moody
Reliable
Secretive
Sincere
Solemn
Tactful
Theatrical
Truthful
Unpredictable
Unsympathetic

Source: Bem, “The measurement of psychological androgyny,” Journal of Consult
ing and Clinical Psychology, 1974, 157.

used to predict the CPAs score on the
Job Descriptive Index. The Job
Descriptive Index (JDI) is a cumulative
point adjective checklist type of scale3
and was constructed to measure five
separate aspects of a worker’s satis
faction: satisfaction with work done,
with the promotional opportunities and
policies, with the pay, with the co
workers and with supervision. The
wide adoption of the JDI by
researchers, the extensive validation
of the JDI by Smith, Kendall and Hulin,
and the support of well-known job satis
faction researchers such as Porter,
Steers and Vroom all point to the use
fulness of the JDI as a measurement
instrument for employee satisfaction.fi

3Cumulative-point means that each response
is graded by points, and the points are added
together for the total.

by companies for each other’s cus
tomers and the merger mania serve as
good examples.
The eighth principle is that manage
ment of many is the same as manage
ment of a few. It is a matter of
organization. The method of employ
ing men is to give them responsibility
commensurate with their abilities. Do
not charge people to do what they
cannot do.
And the ninth is secrecy. The
enemy must not know where battle is
to take place. Corporations devote the
utmost secrecy to development of new
products and take great care to stay
ahead of their competition.

Conclusion
Many young people, men and
women, who today are entering
management positions have never
had any military experience. But this
does not mean they cannot learn
these principles of war, or business,
as they might be called. These prin
ciples are a good checklist against
which to measure progress in the
business world and especially when
engaging competition.
Sun Tzu’s classic, The Art of War
(translated by General Samuel B. Grif
fith) may be difficult to find in a public
library. However, Peacock’s Corporate
Combat and Hennig and Jardim’s The
Managerial Woman should be readily
available. Reading these texts will
help you understand how to be on the
“inside” rather than on the “outside”
of what is taking place in your com
pany and in the corporate world.Ω

Letter to the Editor

NOTES
1The validity of the BSRI in androgyny
research has been extensively reviewed by Tay
lor and Hall (1982). They reported, (a) general
support for the differential validity of the mas
culine (M) and feminine (F) scales, (b) conver
gent validity coefficients (i.e., M scale with
male-typed measures and F scale with femaletyped measures), and (c) highly similar results
for men and women.
2The mean M score equals the total score on
all 20 masculine characteristics divided by 20;
the mean F score equals the total score on all
feminine characteristics divided by 20.
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